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The Administrator’s Perspective

Historical Note

I have always believed that a feeling on the part of people that they
have a stake in the organization grows out of the opportunity to influence
the decisions that affect their lives withinit.

As a beginning superintendent. thirty years ago. | involved the entire
staft of a small suburban school district in the State of Washington in
identifying the specific skills and understandings they felt were important
in the various subject areas as a framework for planning instruction. | also
inttiated two day teacher workshops prior to the opening of school for the
purpose of identifying teacher concerns and planning what action we
should take in relation to those concerns, With the prospect of a new high
school facing us the high school staff was commissioned to develop an
instructional program for that community. and the high school was
planned around it.

My second year in Detroit |initiated an administrative training program
based on the Monroe City Public Schools simulation materials. Fifty ele-
mentary and sccondary principals and assistant principals were involved
in a week-long program under the direction of Dr. Daniel Griffiths of New
York University and Dr. Norton Beach of Teachers College Columbia.
This program was repeated for three successive summers, after which
Drs. Griffiths and Beach were no longer available.

Thercafter, for several years. | headed a city-wide Committee on Ad-
ministrative Training. Our major activity was a series of workshops for
persons on the eligibility list for advancement to the assistant principal-
ship. These workshops were intended to orient beginning administrators
to the intricacies of organization and management of the fifth largest
school system in the United States so that. once they were promoted,
they could function effectively within it.

Next an opportunity arose to involve six schools in the Cooperative
Program in Educational Development. This was a program designed to
develop skills in problem solving, teamwork building. and gathering and
using objective data. using a building team consisting of the principal and
two teachers. It was funded by the U. S. Office of Education and we
worked directly with the University of Michigan in the persons of Dr.
Ronald Lippitt, Dr. Robert Fox and Dr. Charles Jung. This program was
not refunded for the second year. but the impact on most of the people
involved was very significant.

As an outgrowth of my experience with this C.O.P.E.D. program |
developed. with the assistance of Dr. Stuart Rankin of the Detroit Public
Schools staff and Drs. Ronald Lippitt and Kendall Cowing of Human
Resource Development Associates of Ann Arbor, a proposal for a training
program which I called Quality Education Through Staff Training.
(QUEST). We were successful in obtaining a grant from the McGregor
Fund to help finance this professional development program.

Then came the Detroit Public Schools Achievement Implementation
Program which provided funding for a broad based and intensive staff

iX
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training program with training specialists assigned to cach region. Our
QUENST project provided startup designs, materials, and personnel tor
this progran. | believe this program will turn the school system around
and within the near future enable us to demonstrate signiticant improve-
ment in the guality of our product.

Educational Philosophy

Formal cducation. as provided by the public school, is essentially a
cooperative enterprise. Itis true that one good teacher can take a group of
children into her classroom, shut the door, and teach them regardless of
what goes on in the rest of the school. However, if there are goals com-
monly determined by couperative action of the total staff they are likely to
be accepted and understood, and most of the staff will be committed to
them. Under these conditions the school can operate as a harmonious
organism fostering and supporting the best cach member can contribute.
1t is likely, too, that in such a setting the school can have a maximum
impact on its pupils, teachers can work with a greater degree of success
and satistaction and thus. ultimately. the expectations of the community
may also be met,

In our attempts to improve the quality of education we have most often
introduced a new technigue or method, installed new textbooks or a new
course of study, brought in new teaching materials or hardware or. per-
haps. a new plan of ocganization. The necessity for these measures is not
ignored in this project. The central theme, however, is grounded on the
proposition that any significant change in the educational experience of a
child will require a fundamental change in the behavior of the staff at all
levels. Such a change can be effected by focusing on solutions to prob-
lems of Administration. teaching and learning that are of immediate con-
cern to the staff members. using these problems as the content for study
while consciously and intensively examining all aspects of the process the
group uscs as it moves toward solutions. The goals must be found in the
reality faced by each teacher or principal involved in the program.

[.ed by the principal. the school must become an open social system in
which all members, (administration, staff, students and parents) come at
last to view themselves as partners in a learning laboratory sharing in
setting goals, making plans. testing the plans and evaluating the results.,

The most casual reflection upon our experience should reveal to us
that. though we have talked about this kind of school. few people have
had the necessary knowledge. skills and courage (or support) to bring it
into being. The program here explored has led us toward discoveries as to
how a school staff may be brought to this high level of effectiveness.

; W. D. Edmundson
7 May 23, 1975
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INTRODUCTION

Overview of Our QUEST Adventure

This experiment in the improvement of education was called
QUEST—Quality Education Through Staff Training.

The urgency and the sensitivity to the need for improvement of the
education of our yourg emanates from many sources:

~—the young. themselves. are expressing discontent and questioning the
meaningfulness of much of their school day.

—the teachers express discontent and disillusionment with their status.
their adminstrative support. the resources for teaching. and the re-
sponse of the young.

~—the administrators are irritated by the discontent of parents, puzzled
by low staff morale. and frustrated by the counterbehaviors of the
students,

—the parents are puzzled by the lack of interest in learning by their
children, feel excluded from partnership with the school. and feel
appehensive about the future of their children.

—the community citizens feel burdened by financial demands for edu-
cation. seldom rewarded by any feelings of pride in their school
system, and increasingly distrustful of the competence and commit-
ment of the educators.

—the educational experts express dismay at the low quality cf educa-
tion. and the great lack of use of new knowledge about learning.
curriculum, and the management of school systems. ’

—and the funders, state. federal. and local. are increasingly demanding
evidence of accountability in the teaching of children and youth to
master the skills and concepts and values needed to behave appropri-
ately. perform competently. and demonstrate the moral qualities and
commitments of citizenship.

These voices of discontent and frustration often seem particularly puz-
zling because of the continuous flow of exciting images about new potenti-
alities for education, which are communicated through the mass media,
through reports of demonstration projects in educational reform, and the
great variety of workshops and training institutes aimed at stimulating
cducational innovation.

But somehow there seems to be little breakthrough of excitement and
much evidence of bureaucracy. staff apathy, and preoccupation of the
professionals with income, benefits, status, rather than excitement of the
mission of teaching, and the use of new ideas and resources for the im-
provement of teaching.

A variety of approaches to the improvement of education have been
developed and demonstrated—demonstrations of innovations, organiza-
tional development programs. modular scheduling, team teaching, etc.
From our previous inter-university experiment, with a variety of ap-

xi
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proaches o mprovimg the quality of education, we had come to the
conclusion that one ot the most eftective approaches was a process of
statl- mvolhvement m educational change through the leadership of peer
teams i cich buikding who had been selected tor their leadership poten-
tad wnd received mtensive training in the techniques and strategies ot
irtiatig educational excitement in their building, with linkage to external
resources which they could call onfor help at appropriate times.

This s report of our effort to put this idea into practice in a large
sector ot a metropolitan school system.

Although we completed only one year of experiment. we believe the
feasibility and validity have been demonstrated and we want to share the
exvperience and design and eviduation with vou so teat vou can be stimu-
fated to experiment also.

The tour of us compuosed the inside-outside team that gave feadership
and support to the development and implementation of the activity.

The real leaders of the progriom were the butlding teams and their peers
who became inventors and irnovators within their classrooms and their
butldings.

In the report which follow s, we have tried to share our experience fully
cnough for you to be able to utilize i, and also to share our ditticulties and
Iimitations. and our deas about how you might be able to do it better than
we did.

One yearis, of course. too short i time tor a complete report of pay-otts
in the improvement in the guality of education. but we believe the evi-
dence of the ways things are moving is clear from our documentation and
cvaluation reports.

We hupe the pages which follow turn out to be moie ot "tool”” rather
than just o ““report™™. We are trying to take you inside our experience as
eftectively as we canin the briet excursion time available, and we've tried
to share with you our critical reflections on what 1s required to make
cnough of an impact on the educational process through team building to
actuadly stimulate new motivations, new perspectives, and improved
quahity, Then we've shared with you the way in which the effort was
organized, the traiming was conducted. and the support tor change was
maintained.

Here is the flow of the adventure we'd like you to share with us. We
hope you will find 1t a stimulus for you and one which you will want to
shure with your colleagues.

Lo Glimpases of What 1t Way Like. In this chapter (Chapter ) we try to
tuke you into the experience with us by a series of selected snap-
shots of what this experimental program looked like in action.
What were the administrators doing? What were the teachers do-
ing? What were the change agent teams doing? What kind of help
was being given by the outside consultant resources?

Y. What They Said About 1t In this second chapter, we have sampled.
from our documentation, comments by participants expressing the
teehings and meanings for them of participation in this type of staff
growth cttfort. and expressing some of their ow n observations about

i
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the outcomes of the activity for them as professional practitioneis
responsible for the learning of children.

I'hen with these images in mind of what was going on and how
participants were reacting to it we step back to share with you the
ascumptions we were making and the guiding ideas we were using
abuut what is required to introduce educational reform into the
crowded. busy. ongoing hife of the classroom and the school build-
ing (Chapter 3).

- Thenin Chapter 4, we report to you how we organized for action to

try to implement our guiding ideas and assumptions. This is the
overall picture of strategy and organization within which the next
parts tit.

- Gerting Started. In this chapter {5). we share our successes and

fatlures in cliciting the critical involvement of the administrators.
followed by the very crucial activities of identifying appropriate
leadership teams in cach building. Then we report in some detail
one of the most crucial elements of the total program, the start-up
training of the teams to develop plans for initiative in their own
building and to develop competence in working together as teams.

- Supporting the Follow-Through on Plans and Commitments. Start-

ups quickly fall by the wayside. with subsequent frustration and
guilt, unless there is a careful design for support during the risk-
taking fullow-up period. One of the greatest strengths of the
QUEST Project was its design for support. Some of the problems
and difticnlties of educational change stand out clearly here in our
assessment of problems of providing support (Chapter 6).
Developing the How-To-Do-1t Skills. A good intention is only as
strong as the skill to carry it through. A key aspect of the QUEST
training activities was the emphasis on actual skill practice with
feedback and re-practice to develop the behavioral skills needed to
get over the hump™ of trying out and to reduce the risk of failure
of first efforts (Chapter 7).

. Documentation and Assessment of Progress. A unique aspect of

the QUEST program was the documentor role as part of each build-
ing team to ensure the description of the flow of success and failure
in the eftorts of the change agent teams. The documentors also
represented the link for data collection in cach building to get the
collaboration of teachers in providing assessment data (Chapter R).

What Skills are Needed to Make This Work? In Chapter 9 we try to
highlight the competencies needed by administrative leadership.
and by internal and external support consultation to make this kind
of development activity really work. The skills and roles of leader-
ship, and how to develop them. must always be clearly in mind if
we are to plan and implement an effective design for change.

Would [t Work For You? With What Modifications? We've tried to
reflect on the various types of educational situations we are aware
of. and have tried to think about what your particular situation
might be as a reader of this document. We also have in mind some
improvements we would like to recommend to you from our experi-

it
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ence. Fhese challenging questions of wdaptation and application are
the tocus of Chapter 10,

Vo Some urther Resowrces I You Have Time. In the busy schedule
ol our professional lives, it s important that we tse our profes-
stenad reading ume effectively. In Chapter 11, we make some sug-
gestions about what you might find purticularly helptud, (Chapter
1.

2o The Tooly Youo Micht Need. As you get involved in this kind of
activity . you will be developing vour own tools, but we believe
there s great value in having some examples of tools that hove
worked. which you may want to use or modify. (Chapter 12).

We hope this bricf overview heightens your anticipation for joining us.
Before we begin. we the QUEST leadership team. would like to introduce
to you (next page) the statt of collaborators who became involved in this
activity, and who have contributed their experimental vigor and risk-
taking. the disciplined documentation. and the excitement wiich we be-
hicve characterize this program called QUEST.

QUEST Inside-Outside Leadership Team
Dean Edmundson, Region 7 Superintendent
Larry Lippitt. QUEST Coordinator

Kendall Cowing and

Ronald Lippitt. Human Resource Develop-
ment Associates

Xiv
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Chapter |.

Glimpses of What It Was Like

The major goal of this project was organizational change and rencwal to
influcnce the quality of classroom education. This was achieved by help-
ing teachers and administrators to effect the changes they most desired
which they believed were connected with the ultimate outcomes of im-
proved educational experiences for children.

As in any project which intervenes at multiple levels in a toial system,
we all began to make some ripples quite rapidly. As we look back and
describe glimpses of what this project looked like, we are really describ-
ing some of the many ripples generated during the first year. As we share
our experiences with you. and even as you read this account of our
exciting experience. new events are taking place as a result of activities
begun one. two oreven three years ago. We keep hearing of new projects.
events and ideas spinning off from dynamics and alternative processes
introduced by this project.

Here are afew glimpses into project activities and “ripples™.

Planning and Thinking on Company Time—a change in priorities.

During the first 2 months of the project S0 tcachers, principals and
central administrative staff spent 3 days away from their normal desks
and telephones engaging in hard thinking, soul searching and educational
goal setting. This took place off site. mornings, afternoons and evenings
while their pupils still attended school daily and classes were covered
with substitute teachers. Ideas were being shared, goals being formulated
and decisions being made which would affect the guality of education in
the entise sysiem. During this time the teachers and administrators were
openly sharing their dreams, fears and ideals.

Later in the year we suw that the social workers and psychologists were
charged with designing and implementing a *'team approach'’ to provide
services to children in the schools. The heads of those two departments
(with no history of doing s0) had pulled in their entire staffs to the central
offices for a day long meeting. The goal was to share ideas, concerns and
ideal images in order that everyone be involved in shaping what the pro-
gram will look like—how it looks in the central office right down to each
school. These activities were temporarily taking the place of sceing
teachiers, children or doing case reports.,

Considerably later that year, two assistant superintendents were asked
to speak at an assistant principals' conference, They decided to put their
two sessions together so they could have the group for a longer period.
They decided to provide a participatory experience where participants

13
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would exchange deas and practice skills i somufation sitwations. This
meant a halt day of planning and i tw o hour presentation of therr design to
a third party the mternal-external consultanty tor reality testing and teed-
Pack. This wis very difterent behavior than writing a speech at home and
presenting it while everyone was passively participating. This was a risky
thing tor these two people to try. They got rave notices and the principals
indivated it was one of the most worthw hile inservice sessions in years.,

Inside Outside Resources

The 1y preal sse of an outside resouree 1s that of an expert coming in for
i two hoor inservice session, or even fora tew more tollow-up sessions,
but pot to come and hyve with the problem and the clients overa ime. The
QUEST Project presented an alternative example.

On o Wednesdiny after school ore of the QUEST change teams was
meetng as they often did. Their concern was to take the neat step on their
ume hine chart, to realize their goal of involving the rest of the faculty in
goal setting and decision making. and to ¢ ventually transter the leadership
tunction to new people. There was an inservice day connng in two weeks
and their concern was to use this time to meet with the total faculty in a
way thatinvolved them in goal setting. Sitting withthem was the QUEST
coordinator helping them to formulate their program ideas and periodi-
cadly to help them look at how they were working together. The coordina-
tor hud been with the team at the first 3-day workshop when they had set
their goal and action plan and was acquainted with the issues in the school
and on the team. and had been to the school several times.,

Another example of the insideoutside consultant teaming with inside
people at another Iovel—a social worker, psychologist, department head
of social work and two assistant superintendents and the QUEST coordi-
nator are mectag to plan a team building event tor the entire central
administrative and consultant statt, This is the second ha!f day they have
met. They have reached the point where a specitic design for the meeting
has been established. "Fhey are deciding who is responsible for cach seg:-
ment of the program. Previous to this the group hidd attended a profes-
stonal development workshop tor two days, olfcred by the external con-
stltants for deaders from several systems. When they returned they had
presented their proposal to the superintendent tor an internally focused
statt development ettort and had received approval.

Another snapshot of ongoing consultant usage took place at one of the
later training workshops. All the change teams were working on identify-
ing successes and tadures and next steps, One team called over one of the
tour consultant stalt. They indicated they were really stymied on where to
go trom here. 1t seemed there was i split between two options and they
were goimng around and around on the issue, getting nowhere. They were
beginning to teel very frustrated. Their request was that the consultant
not give them any advice on what they should do, but to just watch as
they continued to work. They wanted to know whit wias blocking them in
the way they were working together. Atter several minutes the consultant

£y
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called a stop action” and described in detail how some very good points
were being missed because the members of the two factions were not
listening to each other at all. There was a tremendous release of tension
and joy as they understood what they were doing. They had their plan 10
munutes later. This group had learned how to skillfully use an outside
process consultant and turned the tables toward success rather than fail-
ure as a change team.

Linking Planned Organizational and Personal Change

In one snapshot we see a team of teachers and principal sharing their
personal images of how the school could ideally look next year. There are
ideas which individuals are personally committed to and excited about.
They will tind the energy to make them happen as the consultants help
them make their personal images clearer. When they share them, a further
source of energy and excitement is the discovery that ““some of the others
agree with my ideas and think those same things are what they want to see
happen—Wow. I'm not alone. My principal had the same idea. | never
knew he thought that way!

At another time. principals and teachers of the change teams have
taken two hours “'recess’ from their joint goal setting and planning action
for the year. They are focusing on personal goals for change and action in
their own lives, The same problem solving procedures which have been
learned and applied to organizational problems and issues as teams are
being used for personal planning. One question which individuals are
addressing is: “"How does your team goal relate 1o your personal/
professional goals”? Do they overlap? Are they consistent?*

Peer Support

Peer support is a tremendous potendial source of energy for improved
cducation in any system, but s seldom tapped except by an occasional
small group or pair of teachers, usually for survival purposes.

In one example of major ripple created by QUEST . we see a group of 50
teachers sub-grouped in threes and fours to share teaching ideas. proce-
dures and technigues they have personally invented to manage classroom
behavior. and teach curriculum content. There is some initial timidity
(teachers often take their own good ideas too much for granted), but as
the conversations continue eycebrows get raised and faces light up, both as
a person hears of a helpful teaching idea or has his idea seen as helpful, A
little later dittoed documentations of the ideas discussed in the subgroups
are handed out to all the participating teachers. Forty or fifty new teacher-
made ideas were placed in each teacher’s and principal’s hands in that 3
hour period. A lot of energy and resources had just been released within

- the system. across schools,

At another time we see two teachers, from different schools, discussing
their perceptions of succeesses and concerns as they have worked as mem-

3
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bers of change teams in their respective schools. The conversation has the
tenor of helping each other to become clear on their own perceptions
rather than a tone of griping or competing. Help is being exchanged in a
professional way.

Changing Roles or Job Definitions

Most principals began to increase their skills necessary in becoming
educational facilitators rather than strictly administrative managers. In
the training sessions, and during the work of the training team back in the
schools. the principal was a member of the change team.

At a workshop we see 3 teachers and a principal clustered tightly about
a large newsprint easel. There are several items under consideration (im-
proving communication between the faculty. raising esprit de corps of
faculty. discipline in the halls. getting everyone involved in setting school
goals) and the discussion is animated. The principal says, **Well. Bill, you
suggested the communication item. Could you tell us more about what
you had in mind?"" The tenor is that of the principal involved with the
teachers in setting a goal for action. rather than providing one for the
group.

L.ater during the year a team of teachers and principal are meeting after
school to plan a sequence of inservice days. The members are aiming
most of their comments towards the principal. He says. *" It sounds like
we have a lot of good ideas here, 1: 71 not going to decide what we shall
do. What do we think as a group?”’

Many times over we heard teachers exclaim, privately or even publicly,
“Wow, I feel my principal is o real human being who 1 can talk to and
work with. [ never realized that before.”

In addition, an often repeated image was that of a teacher stating hap-
pily or excitedly to a consultant or peers that they had been trying some of
“these group leadership techniques™ with their classes with success,
often to their amazement. Some teachers started helping their classes
with interpersonal skills such as listening and feedback skills, Others
reported success at helping the class learn to establish goals individually
or jointly and to develop the plans to carry out the necessary learning
activities in the classroom.

Half-way through the year the psychologist and social worker who
worked in a common school were meeting with the principal and two
teacners, during free periods. to plan a special program for slow learners
in the school. Presently the program is operating in that school with
success. It is still a cross-discipline effort and parents are also being
involved. This began when the social service Consultant and the Curricu-
lum Consultant discovered common concerns at a QUEST Planning
Workshop.

Later during the year the psychologist made a personal comment to the
inside-outside coordinator (their offices were next to cach other), **Boy,
this involvement in QUEST has helped me to get out of the role of tester.
Now | can work with teachers to create new programs, or | can censult

4
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with them regarding their concerns in the school.”” Subsequently this
person began to work closely with the coordinator in a co-consultant
capacity for inservice workshops and special meetings in several of the
schools.,

Role of the Administrator

The administrative role may be thought of as consisting of two sub-
roles. sometimes distinct. sometimes merging. One of these sub-roles is
leadership—which embodies the capacity to generate a sense of direction,
purpose. a sense of commitment to the organization, the ability to turn
others on. The other sub-role is management. which embodies the capac-
ity to organize the human and material resources of the institution or
organization so that its purpose may be achieved.

As a function of both roles the administrator must take responsibility
for staff development——for improving the quality of service rendered. The
administrator must look upon himself or herself not only as a leader but as
a learner. constantly secking to improve leadership and management
skills. and also to be responsible for providing opportunities for self im-
provement, so structuring the situtation that they understand and are
committed to a program of self improvement.

One snapshot of a very important event happened during the training
session of change teams from various schools. We find a team looking
much like many of the other teams of teachers and principals. This one
contains the superintendent, his two assistants, and the reading coordina-
tor. They are working on their action plans to achieve a specified goal.
(They have been present at all the meetings and will continue to be.) Their
present task is to put their work on a ditto master, as all the teams are
doing, so it can be run off, shared, and critiqued as wil} be the work of all
the teams.

Another image is that of the superintendent reaching into special inser-
vice funds to allow a team of his assistants and social service staff to
attend a weekend workshop to further augment their leadership and pro-
cess skills training which has been received through the QUEST Project
experiences.

Another snapshot is that of the superintendent engaging in a session
focusing on listening skills to improve his own abilities along with his
teachers and principals. Later various comments were made like: **It
really feels like we are up to some very important work. The administra-
tion is really working hard right along with us.” Or, " You know Dr.
Edmundson is actually fun to talk with and he really does care what
happens to us and to kids!™ .

Accountability

A popular, or unpopular, concept current today is the idea of account-
ability. Questions abound as to its meaning. If we accept as a definition

5
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that accountability means effectively doing the job one is paid to do. much
latitude remiaans in establishing goals, developing programs and evaluat-
ing results.

We have used aoteam approach with a principal and 3 to 6 teachers
comprising cach team, depending on the size ot the school.

Our traming program got at the issue of accountability via a tocus on
individual and team skills related 1o communication. problem identi-
fication. decision making as it refated to program development and eval-
vation. The evaluation aspect responded to this requirement for accoun-
tability

Durtic oue of the carlier planning workshops cach team had worked
hard and long to formalize goals and specitic action plans. These were
reported publicly tor all to hear. This increased _ommitment intsoduced
anclement ot wuccountability as plans were publicly stated.

In another image. the projeet had been going a year. In the begi.ing
(March) teams participated ina 3-day workshop.

One outcome was that cach team chose a goal, developed a detailed
statement of what was involved with reaching it. including specific out-
come statements, and were committed to specific actions to be taken.
They shared these with bther teams having similar plans. Two months
later they met again with the other teams to share successes and failures
and to re-establish their commitments with cach other. Before school
began the next tall goals and plans were evaluated, successes and changes
shared and commitments restated to each other, Finally. a year later
(March again) a whole day was spent identifying suceesses and concerns
and indicators that things were working or not working. Again directions
were assessed, repewed. altered by tcams and commitments for future
action made public again. Excitement was high and people were glad to
see cach other againand were interested in the actions of other teams.

These activities were taking place within the context of a concern for
making things happen to improve the quality of education and to share
resources, rather than this bein - - mechanism for externally imposed
accountability, “* Accountabilic . ippened to be the most loaded term in
this system at the time,

Quality Fducation Can Be Fun

We have found that learning can often be fun, when we tind it going on.
Another thing we have noticed is that the facilitation of that learning also
turns out to be tun.

In the QUEST project much time was spent on goal setting and plan-
ning. as well as implementation, Thisis often experienced as or thought of
as a tedious or paintul activity. But a snapshot of this happening in the
QUEST project shows a group of people whose faces are animated and
cacited. Very creative and specitic statements are being made about what
should be huppening next year—between teachers and Kids, kids and
kids. principal and teachers, how rooms are situated. what do halls look
like. The ideas are specitic and performance orienied. At times they in-

6
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clude basic skills in English and Math ard basic concerns such as self
concept growth. skills of deciding and planning one’s own learning activi-
ties. For a while the drudgery of creating educational gouls and plans is
gone. Itis enjoyable and exciting.

Later that year we can see a group of teachers and the principal looking
happy and satisficd and rejuvenated. They have just taken time to list the
migjor successes they have achieved since they began work together on a
mutually formed goal and action plan. There is a sense that “'Yes. we can
make it happen™.

Summary

These were glimpses of some of the countless ripples which were sent
throughout the system. ‘They are really snapshots of the types of things
which were going on within or because of the QUEST Project. In the next
chapter we would like to briefly share some more observations in the
words of some participants. Their quotes help paint the picture of types of
participation. concern and excitement.
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Chapter II.

What They Said About Their Participation

To complement the foregoing vignettes of QUEST in process. we report
here a sample of comments. quotes and events related to us directly by
the participants of the project. which they were attributing to their in-
volvement in the project. This type of information was systematically
recorded throughout the year. as one thrust of the ongoing evaluation,
The sources of information were cither short pencil and paper evaluations
(from continual diagnosis of needs), informal discussions (at workshops
or in schools. ete.) or chance encounters (where a participant was bub-
bling over with a recent success or wanting to share a frustration). The
information falls into two categories: personal learnings (personal/
professional. group leadership oriented. planning skills oriented. and or-
ganizational awareness and skills oriented): or activity anecdotes (events
and stories of realized plans. or serendipitous happenings. from class-
rooms to administrative office).

Learnings

This kind of project—inservice training and laboratory learning
based-—gives rise to a great variety of learnings which differ from partici-
pant to participant, or consultant to consultant. (Though we were learners
as well, our comments and learnings are not placed in this section). There-
fore. it would not be adequately descriptive just to report that most of the
participants grew personally/professionally or that they all evolved
greater group leadership skills. That gives no specific flavor of the out-
comes from the participant view. Therefore we have classified and listed a
series of representative guotes.

Personall/Professional Learnings

These statements represent each person’s own world. Quotes have
been omitted. and minor changes. only. have been made to improve the
clarity of meaning for this context.

—~— I now have a clearer picture of how others see me

—This has helped me te see myself differently in my leadership role.

—My principal isn’t negative towards my ideas,

— 1 got support for my own teaching. i.e., use of brainstorming, ctc.

—Hlearned that others have similar problems,

—Hlearned how to speak to new large groups of people,

~-Tlearned that when people try to be open and real there is more peace
and friendship.

8
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—I gained confidence in my ability to present ideas to a group.

—1 learned ways to cope with problems head on rather than evading
them.

-1 learned a better approach to teaching.

—This has reinforced my own beliefs about education.

—I have learned that we kave some influence over what happens.

~This has improved my understanding of classroom dynamics.

—This has improved my teaching skills. such as listening. and shared
participation techniques.

— I have gotten to know teachers on the staff better.

— 1 feel animprovement in student-teacher relations.

— I havereally experienced team cooperation.

—Students in may class love our new classroom and are excited about
doing the new things 1 have learned.

—I am increasingly becoming aware that things can be changed and
improved.

— I feel greater job enjoyment and satisfaction.

— 1 have an improved awareness of myself.

—QUEST involvement has been very meaningful to me—1It has given
me leadership skills that were not received from college courses or
other workshops. (As a fringe benefit 1 have made some wonderful
new friends.)

—QUEST bhas provided me with valuable opportunities to practice
skills needed in order to design a specific program and in-service
workshops.

~—QUEST has encouraged me to prioritize my own professional goals
and to broaden the awareness of alternatives available to me in ac-
complishing these goals.

Itis apparent, and will continue to be so. that QUEST had many facets
and faces. dependent upon what needs and current skill levels each par-
ticipant brought with them.

Group Leadership Learnings

We viewed the first set of learnings as important, because some degree
of personal/professional growth is necessary if we want peoples’ enthusi-
astic and continued participation and support. It is our contention that
people will gladly become involved and stay involved if they are growing
from or getting some of their own needs met from the experience. One of
the major reasons for reduced participation, over time, in work groups
and continued meetings like parent-teacher mectings or special commit-
tees is that the personal/professional needs have ceased to be met.

The reason we feel that group leadership skills were of importance is
that the change teams from each school would be involved in working
with their colleagues back in their school. They would be initiating activi-
tics and new procedures. Traditionally, the skills necessary for helping
systems to become more participatory are not formally or informally

9
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taught to teachers as part of their training, and traditionally administrators
get no special training in this arca.

Again we have a list of participant statements which represents the

variety of learnings which occurred:

—1I have learned techniques for developing teamwork and better com-
munication.

—I have a heightened awareness of how groups function effectively.

—I now know how to deal with negative attitudes which tend to block
realization of goals.

—I can use brainstorming and prioritizing in s:hool meetings.

—I now realize the value of talking things ovcr in groups.

—I have acquired some techniques of group participation.

—I iearned techniques of handling meetings with community and fa-
culty.

—I can better understand peoples’ feelings and appreciate them more in
group meetings.

—I now see brainstorming and the various roles a leader can play as
good tools for starting the flow of communication,

—I have a greater understanding of group process and goal setting.

—I now know some ways to get cooperation amongst staff.

— I learned techniques for group meetings.

—1I have learned leadership skills and ways to share leadership.

—I have learned ways to work more successfully with staff.

—I now understand the necessity of meeting regularly.

—Ilearned it is hard to involve the faculty.

—1 have more awareness of individual needs of group members and
how to deal with them,

—I have learned that the staff needs feedback and support.

—I have learned how to plan more effective meetings.

—There are ways to bring staff together and open up communication.

—1 have more understanding of group process.

—I have learned ways to dezal with staff and get cooperation.

Each person had a different skill level and each team had the particular

issues and problems which they faced in their school. Individuals and
teams seemed to find things they needed, in the training and in the at-the-
elbow help.

Learning ubout Planning

It was our concern that even if you get some well functioning teams and

change agents or leaders who are adept at facilitating team building and
communication, it is still possible to fail. Without specific and basic skills
in planning and problem solving, groups can still become blocked and
frustrated with their inability to take action,

Therefore, much of the workshop time was spent in learning a planning

model and a problem solving process.* There were few didactic sessions.

*See Chaplers 4 and $ for further descriptions of our planning and problem solving model.

10
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The model and process were learned by identitving areal problem. estab-
lishing a real goal. developing a real action plan. executing it and evaluat-
ing it.

Since this was a major thrust of training and discussions, many of the
stated learnings tell into a category of learnings about planning.

—I learned ways to effectively set goals, plan programs and implement
them.

—I learned the importance of giving serious thought to a problem be-
fore attempting to reach a solution.

— Il learned ways to set a goal and achieve the desired result.

—llearned how to approach problems and push through to action.

-—I learned to approach problems from a logical sense.

— I learned how to consolidate ideas and formulate a plan of action.

—Ilearned some methods for goal setting and crystallizing ideas.

—I learned that our team needs to get goals more specific and plan
more,

—I have learned techniques for planning. i.e.. constructing a time line
and clearly stated goals.

— I learned new ways to look at problems.

—Planning can revitalize our ideas.

—Tl have learned a lot of valuable techniques in goal accomplishment.

—QUEST training has helped me in organization toward specific goals
and objectives.

—QUEST has helped me work with those in Psychology and Sovcial
Work services to think through both short and long range goals and
plan meetings and activities which support those goals.

The learnings were diverse. In addition. participants all began to devel-
op a much more sophisticated concept of planaing. The notion that spe-
cial planning takes time and that good planning breeds success became
accepted. At this point the system began to become confronted with the
need for planning time during the day or during faculty meetings after
school. 1t was noted that planning time often came out of the teacher’s or
principal’s own time after hours.

Organizationally Focused Learnings

Some of the stated learnings fell into a fourth category. They were more
organizationally focused. Again this is not surprising. One of our major
concerns had been the need for people in a system to be able to think and
view things from a systemwide point of view, rather than just becoming
totally involved in their specific bailiwicks. If we were to train change
agents and stimulate participatory planning through which new proce-
dures, processes and techniques would be designed and implemented,
and organizational structures to support these. the teachers and principals
would need to be able to see and understand dynamics on an organiza-
tional level. not just a group level.
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Some of the organizationally focused learnings were:

—I learned ways to develop leadership in the school and use available
resources without depending on the traditional chain of command.

— 1 gained a deeper awareness of how programs function.

—1 now understand that there is a need for persons working towards a
goal to meet and work closely together.

—1 now understand the importance and need for on-the-spot and at-the-
clbow support in each school.

— I now understand how important principal support can be.

— 1 now see that there are different ways to organize a school.

—You can't work with a large faculty as a total group—you need to
break them into smaller groups to develop teamwork, and plans.

—The ways things are set up now it makes getting together to plan or
develop team ceoperation very hard or impossible,

—Continued lea  Jhip training is necessary.

—1 have learne modus operandi for carrying out program ideas in
ways that incorporate the best production of all those that partici-
pate.

There were fewer stated learnings in this area. This is probably
reflective of the amount of emphasis which was placed on this in the
training. This might have been a weakness of the project. 1t will be dis-
cussed later.

Anecdotes

Many stories were told of successfully implemented plans, unsuccess-
fully implemented plans. meetings which went well, unexpected spin-offs,
and other serendipitous events. We will share only a few specific exam-
ples. to provide a flavor of the kinds of things which were accruing, and to
illustrate the breadth of impact on the system as different and exciting
things began to happen.

Classroom Level

As the project progressed we began to point out, in trainiag sessions,
that many of the team building, decision making and problem solving
techniques could be used to modify and develop the learning climates in
the classroom. We also pointed out that the training and skill practice
activities used in workshops could be used by teachers in their classrooms
with their students. Some teachers didn't wait for us to point this out.
After the first workshop some went back anxious to try things with their
students. Typical reports were:

1. ""Remember how you had us brainstorm what were the things that
made for a good or bad day in our school, Well, | did that in my
class to begin the next unit. You know, ‘what things happen in

12
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here. including things the teacher or other students do. which make
you feel it has been a good day or a bad day in our class.” It went
slowly at fiist, but when they saw that | really meant that all ideas
are important enough to write down on the blackboard. and that |
didn’t react negatively to some of the ideas. but accepted them.
everyone got involved and we had a lot of fun. It was a really good
list. 1 really learned a Jot about the class, and so did many of the
students. I think. We...when we began to list the things we all could
do to make more good days more often, the whole class got tremen-
dously involved. When the bell rang they still wanted to give more
ideas and discuss them. | have never had them stay in their seats
after the bell like that. 1'd like your opinion, but | think the next
thing [ should dois..... "

“Youknow, [ broke the class up into discussion groups last week. |
am going to use individual or group projects in this tnit. It seems to
work nicely. But instead of listing the project options and ideas for
people to choose, this time 1 listed a few examples to illustrate,
then put them in small discussion groups to come up with as many
ideas as they could on their own. Some groups worked fine. Others
were not so good. One got off the topic and didn’t do the work and
a couple of others had one person dominate and do most of the
talking. You know [ don't think these kids know how to work in
groups. They don’t have the skills. [ am going to buil. some group
leadership training into this unit. just like you people are doing with
us. Do you think [ could get right into listening skills? Or should 1
do some team building and getting to know each other first? I'll
probably have to do the listening before [ can getinto helpful group
member and leader behaviors, ™

School Level

Many of the skills and training activities which participants learned
with us were directly applied to mectings and other work with other
teachers and parents. Some anecdotes were:

(5]

"*We had the neatest meceting with the parents last night. Well, I got
together with Ann (reading coordinator) and Carol {psychologist) to
plan our parent meeting on reading disabilities. We didn’t want to
do the same old introductions of staff. That seems to kill things. |
think maybe it intimidates the parents. You know we all knew what
each other meant instantly, because we had all been to the QUEST
workshops. We were able to plan the meeting together with no
wasted time. We used brainstorming to get the parents involved
and to understand their concerns and to get their ideas. Most of
them came up afterwards and said it was the best meeting they had
ever been to, Most of them want to continue working.™*

“Our QUEST involvement helped us make a major change
smoothly in our school. Before QUEST we had decided to move to
“self-contained™ from the Detroit plan. Many of the teachers were

13
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getting upset about new roles and anxious about the change. There
was a lot of resistance. We had several meetings where we used
small discussion groups and team building activities like in
QUEST. Then we focused the discussion and work on concerns.
People were able to discuss them freely, because of the team build-
ing. When we got into jointly stating what our preferred goals and
objectives were, and saw how these could be reached by organizing
“self-contained™ in certain ways everyone got up on board. We
began to help prepare tor the changeover. You sure helped us to
plan the change and manage it well.”’

3. "We didn't start with goal setting. We began just sharing our edu-
cational philosophies, using some of the value clarification ideas we
got during the QUEST training at the last workshop.

People really enjoyed just rapping. Then we had a meeting where we
exchanged teaching ideas. That really broke the ice. The whole atmo-
sphere is much more friendly around the school. People are saying **hi*’
to each other and talking to each other much more, in the halls and after
school. Mr. (principal) is even saying ““hi"" to people in the hall. You
know he never came out of his four walls and never spoke to anyone.
Everyone is saying he has changed so much. On top of that he has taken
on the job of organizing and doing the book ordering for next year. I still
can't believeit.™

4. (An excited Social Worker encounters me in the hall. we have
coffee together.) "1 want to tell you the most exciting thing. I want
you to know your QUEST training is surely having its effect, even
in places you might not expect. | tried out some new ideas in u
conjoint tamily session and it went wonderfully well. Let me tea
you the situation: adote-cent sacehiter is trying out her own wings
and freedom. Sipe has o jub. du :0 mother's urging. Then parents
began puttiz limits on how she spends her meney ., i.e., on a winter
coat, and get upset about her misuse of ttaugai! zers. Her father
phys.cally puniches her uind withdraws privileges, i.e., car. Well, it
is gecting moes<y . sk has been truant and missing from home at
times.

I met wizh them. with the goal of establishing some meaningful commu-
nication. S0 | needed an activity that would draw the three into a mutual
task as a p-elude to dealing with expressed concerns. | got this idea from
the stop sessions we have during the workshops where we stop in our
work groups and fill out short stop action questionnaires, then share.the
information and feelings with our teammates." Anyway, | gave each per-
son a small legal pad with headings written on different pages. and small
talked while 1 handed them out. Marie was given a sheet for mom and
dad, dad was given one for mom and Marie and mom was given one for
dad and Marie, The headings were: **One thing | admire in that other
person’™: “"One thing 1 would like to have that person try out which 1
would support’*. and "*One thing that bugs me about that person.’’

They were intent on the task and by mutual agreement placed their
sheets face down in front of themselves, Then we have a very task-
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oricnted discussion for an hour with some signiticant breakthrough in
communication.

As a wrap-up, by agreement, swe sent the slips rou § cobin They ex-
pressed relief and were amized to dind that sacy thought alike on some
things, expecially Maric and her father.

Afterwards we all had the neat fecting of handhng « highly charged
situaiton with plans for ongoing consulitation.””

Administrauve !ovel

L7 You know I was terribly resictant to staying overnight when we
went o that first workshop. | even iold some of my teachers that
before 1left. Well, waen we got back it had all melted away and |
wis enthusiiste. That itpressed alot of my teachers.

You know i used io feef that rhere was no other way to do things—
reasons why not to try anything cise always came up. Now it feels like we
could come up with many ¢ her Kinds of organizational structures! Be-
sides seif contained, we could use relief teachers, and we could get lots of
other ideas from the teachers. ™

2. "I um on the District Education Committee’ (says the Reading
Coordinator). “*You \now pecple just aren’t working together.
New they are trying to decide whether to go on or not. | toid them
they needed sume QUEST training ™

3. “Youknow. I have really learned to bold turned on meetings. from
you,”’ (says oile Assistani Superintendent). !t sure makes a lot of
difference how you set up a meeting.”

In this chapter we have represented several slices of activities which
have resulted from this type organizational development intery<ntion.
They are representative only. Many ripples and chains of even?s were
initiated and continued to be generated. People kept growing. developing
ard making new discoveries. and new organizational norms and struc-
tures continued to develop.

In final analysis tiese events and inventions happened because those on
the firing line became excited and were provided with new skills and
concepts and support to use what they already had within themselves.
The work of organizational change was (and is still being) done by them.

In a feedback questionnaire at the end of the year a majority of the
respondents indicated that their participation in QUEST had been helpful
in improving classroom teaching style. collaboration and communication
with colleagues. and self-understanding. The interdependence between
personal change. small group process. and organizational development is
clearly articulated by teachers. administrators, and central office staff.
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Chapter il

Guiding Ideas and Rationale

As one reads the current professional literature about education and pro-
fessional development, it seems clear there is an increasing concern about
the quality of education and the accountability of education.

But, if one talks to teachers and administrators. it also seems clear that
a sense of futility and frustration speaks loudcr than a sense of challenge,
excitement and commitment. »

And. if one observes the variety of efforts being made to upgrade the
competence of education, it is clear that most inservice education is rou-
tine, unimaginative, non-involving, or conspicuous by its absence. The
challenge of using our best knowledge about ‘‘turning on teams’’ and
**stimulating change’’ has had relatively little impact on the programs of
educators teaching educators to perform more competently and to use the
great volumes of new research and theory which continues to accumulate
in unused stockpiles.

In this QUEST Project we attempted, as we began, to summarize our
observations about educational improvement and inservice education,
and to clarify our assumptions about the necessary ingredients of a good
design for professional growth and educational change. Here are some of
our ideas:

Some Assumptions about the Conditions for Improvement of the Quality
of Education.

. Communication. collaboration and congruent action must develop
between the significant ‘‘influences’” in the lifespace of the
learner—the teachers, professionals. volunteers, parents, counsel-
ors. administrators and others, if any significant improvement in
quality of learning experience is to develop. This calls for a focus
on values clarification and educational team building.

2. The sanction and support for professional development, as a prior-
ity for time and energy. rst come from involvement of adminis-
trators as sanctioners and pariicipants in the training process.

3. The inservice training program must involve colleague-peers in
supporting each other in the risk-taking of change efforts. It is
unrealistic and unfair to assume that individuals can be the agents
of educational change—in the classroom or building—without in-
terpersonal support of respected co-participating peers. So, orga-
nizational teams should be key elements of the inservice training
program.

16
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The resource team needed to stimulate and support these profes-
stonal growth and organizational change efforts should contain
both “insiders™ and “outsiders™. Such an inside-outside team can
capitalize on the credibility and expertness of outside resources
and the diagnostic awareness and continuity of “presence’ of in-
siders.

. The Key to ctfective involvement in change is the motivation of

voluntary choice and participation. But many who need to be in-
volved are not ready to respond to invitations. So the inservice
program needs to pay special attention to “'mini-experiences’
which will give cautious and resistant staff members a chance to
Ugeta taste™ as a basis for becoming involved voluntarily .

The clients (i.e.. students) are needed as crucial sources of data.
and as co-planners of the educational process. if they are expected
to be voluntarily open to influence from teachers and others.

Derivations for the Design of QUEST

With these assumptions as guidelines the QUEST Project team derived
the following images of what should be the core elements of the project:

The crucial unit of the program should be a building team which
would be trained to give leadership in professional development
and educational innovations in the building. The team should in-
clude the Principal or Assistant Principal. and two or more teachers
who have acceptance and respect by their peers.

- All administrators should be exposed to the opportunity for partici-

pation by a “'mini-experience . and actual participation in the pro-
gram should be a voluntary action of applying to get in. after such
exposure. and an appropriate piocess of exploring the interest of
the staff.

. The training program should include the development of a Central

Office “support team™ which would be responsible for continuity
of support to building teams.

. The planning and implementing of the total program should be the

responsibility of un “inside-outside’’ team which should include
external technical resources with competencies in organizational
change. staff truining. evaluation. and materials development. and
internal resources with administration status and clarity of goals. a
strong motivation to diagnose and act, and a commitment of time
available to provide on-the-job support to participants.

. The training activities should be a legitimate part of **company

time™ as much as feasible. although additional volunteer and/or
paid time should be considered.

The major motivation for continuing with growth efforts and orga-
nizational change efforts is the experiencing of early success and
positive feedback in regards to personally planned change projects.
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10.

Fhis should be an important part of the design for inservice educa-
tion.

Most of the knowledge. or goals and good intentions, which are
veneriated by inservice development progriums never get actualized
in behavior—t ¢, good intentions are not refiected in “pay-
ot behavior™ . “Theretore, a major focus of nservice-training
should be skill prictice and skill development. i.e.. the converting
of oodhideas and intentions into skilled behavior.

I'he need for change is generated in many systems (e.g.. business,
healthy by the feedback about inadequate results. about tailure to
achicve the goals which had been set. But in education. this feed-
back is often Lcking or ambiguous as a guideline. So o diagnostic
tocus on concrete assessment of outcomes is often the needed trig-
ger to motivate change eftort in education. And the projection of
positive tuture images of desired outcome is a crucial motivational
“pullt.

As soon as feasible. in any change process. the ““consumers™ need
to be invaolved in the diagnosis, planning. and action. This means
students and teachers.

Spread of the successtul elements of the program to other units of
the system. and to other systems, involves the documentation and
implementation of the program, t<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>